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NOTE TOR: DDA

SUBJECT : Personnecl Management

In our consideration of the mission of the Exccutive
Advisory Group (EAG), we discussed the nced to cxamine the
structurc and process by which we manage our personnel.

%lﬂygnLmLhuuﬂggwggmgggﬁigggwgh;gmggpject, and I have asked
Jim Taylor to schedule a mceting as Soon as practical.
The subject will be controversial; the idecas below will
suggest major changes in existing approaches to personnel
management. Whilc aspects of the personnel management
function are carricd out at cvery level of the organization,
the Office of Personnel, itsclf, has a central staff
responsibility. lHence, it is appropriate that you take
on the task of organizing consideration of these issuces
by the EAG. s T e
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I sce at least scven major problems with our present
arrangements. First, the fact that the assignment process
has bocn considered a Directorate responsibility has meant
that decisions as to individuals for certain key positions
have not heen pursued as broadly as might otherwisce bave
been the case. Sccond, while we have pursucd the concept
of carly scparation of personnel (the bottom 3-5 perccnt
exercines), I do not belicve this process has been carried
out wcither uniformly or cffectively by all components.
Thivt.d, . have done a relatively poor job (the DDA 1is a
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notabl. .wception) of encouraging rotation between Directorates,

and I .. «ht the present detentralized system can be cx-
pected to ensure that at least a limited numnber of people
have significant inter-Directoratc experience. Fourth,
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I am concerncd that our promotion process. is overly focused
on meeting the expectations-of average cmployces and that
we are not responsive cnough to demonstrated excellence.
Fifth, our ELO processes are simply not getting sufficient
results. Sixth, we nced to find better ways to decide

on the proper mix and balance of pcrsonnel among components.
(This includes examination of such basic things as the

right mix between specialists and generalists, professionals
and c¢lericals, and the degrce to which we should require
special skills such as forcign languages.) Scventh, we
nced to know lhow well or poorly we are doing in assigning
and orienting our personnel in their first assignments--

the crucial stage 1n any carcer.

T would like to ask you to bring to the LIAG serious
proposals for improvement of our performance in these
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arcas. 1 must lcave the dévelopment of idcas as to how

“we should proceced to you. I confess to a general bias
that the time has come for a change in the Agency's
traditional approach to personnel activities and
organization. In addition, there is a strong implication
that we necd centralized control over certain aspects of
the personnel process which have herctofore bBeen in
Directorate hands.

I know this subject will be difficult for you to take
on, and I can hear cven now the squawks of pain which
some of these ideas will clicit in the DDA as wecll as
clscwhere. I am .surce, however, that I can count on
you to give this extrcmely important subject the atten-
tion it decserves.
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